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Before considering the adequscy and effectiveness
of the work of the Centrzl Intelligence Agency (CIA) and its
relations to our other intelligence agencias, a brief word of

background may be helpful,

Though the CIa 1s lergely an ocutgrowth of our
experience in world Wer IX, it would be wrong tc proceed from
the prémise that prior to the war our Government had operated
without intelligence as to the capabilitiec and intentlions
of possible enemles or prospective allles. The Department
of Btate had long maintained o wildespresd informaution gather-
ing #erviee. The Army, the Navy and ceriain other depart-
ments of government had maintained their own systems ¢f collegt-

ing informztion and producing intelligence.

Prior to World War l1I, however, we had no integrated
secret intellisence service. We had not adequately exploited
the svailable sources of overt intelligence. We had no central
aganﬁy to coordinate intelligence collection and production,
and to &5aemﬁle the best available intelligence for expression
in natlonal estimstes to guide in the formulation of forelgn

policy snd the preparation of our defense plans.

State Department review completed
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- In World Wars I and II our Eupopean aAllles, (reat
Brituin in particular, had placed the product of thneir intelli-
gence services largei& at our dispos.l. ¥While we cun expect
in'tha future assisﬁance from the intelligence services of
friénda‘and allies, we have rightly concluded that we should
not depend on them for our Intelligence tu the extent we were
forced to do in World War I and during the early days of world

War 1I.

It was World War II which showed both our deficiencies
in intelligence and zlso what we could sccomplish under pressure.
Through the expansion of the faecilities of the Eﬁata Department
and the military services, through the Office of Sirategic
Servlces -~ our first mcve towards a central intelligence agengy -
through enlisting the best personnel thut could be found, in and
out of Government service, we were turnling out a very creditable
performance in many phases of Intelligence work well before

the end of the war.

| We now recognize that if we are to have adecuate
intelligence in times of crisis, we must prepare In time of
peace, and we have seriously turned to the task of building up
a central intalligence organization, The gountry hus now accepted
the verdict, even if somewhat reluctantly, that peace-time
intellizence is essential to security and, as meny of our
military leuders have said, our first line of defense. We
are beglinning to get over our susplecions of intelligence znd
our tendency to confuse it with intrigue and the more lurid
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alde of esplonage. We are beglaoning to accept it as serlous -
and honorable work and essentlal to our defense.

| It is well to recognize, however, that an efficlent
intelligence organization cennot be built overailght.

It will regulre years of patient work te provide
skilled personnel to de the job. Blueprints and organization
charts, even legislation and ample appropriations will not
take the place of competent and highly trzined men snd women.
Withgut them we shall have neither effective intelligence
operations nor sound intelligence estimates. Unfortunately,
in the difficult organizationai perlod since the war the future
~of intelligence .& a cuareer has seexed so uncertain;that many
war-trained and competent men have left the service and it has
been particularly difficult to find recruits to take thelr

Pl&ﬁét

As against these debit Items we could ¢ite a long
list of highly favorable factors. America has the potential
resources, human and material, for the best intelligence service
in the world. Within our borders we huve every race and
natidnality, loysal sons Bpeaking every language, travelling and
raaiﬁeut in every feorelgn country. We have the greatest reservolr
of sclentific and technlcal skills. We have importent allies
abroad who are ready to join thelr knowledge to ocurs and to glve
ug the beneflt of thelr years of experience in intelligence. We

have & wide geographical base for the development of intellilgence
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wark. and finally, in desling with cur main intelligence turgets
which today sare behind the Iron Curtain, we have vne great advan-
tag@, proven in history; namely, that in intelligence work, which
requires a high degree of individusl initlative, skill and ingenuity,
freé men are vastly more effective than those working feor a slave

gystem,

These are some of our gre.t assets; our problem is

to mobilize them.

There are real elements of urgency in seeing that

this task 1s accomplished.

(1) America today, as never before in time of pesce, is
vulnerable to sudden and pessibly devastating attack. To meet an
initial attack there are no sure military weapons of defenﬁe and
it may weil be that our best protection lies in adequate advunce

knowledge of the character znd timing of the danger.

(2) 4 vast area of the world stretehing from the Elbe
River in Germany to the Yangtse in China is largely behind an
iron curtain where the normal sources of information are partially
or wholly lacking. The techniques of an intellizence service
ought to be one of the impértant means of penetrating this iron

curtain.

(8) &4 whole new area of knowledge in the fleld of
sclence hae become vital for our defense. This fleld cuts aerocss

the functions of various Government departments and presents new
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prbblems from the viewpoint of intelligence collection and

coordination.

(4) The far-flung activities of the fifth column, both
here and abroad, present a new type of threat to our seeurity and
we require s concerted intelligence program %o counter this

éangeru

These are only a few of the developments which give to
intelligence zn importance in our defense system which it has never
had in the past in time of peace., Fortunately, these facts are
now becoming well understood, and the aAdministration, the Congress
and the people share with deadly serlousness the determination
that the United States here and now shall build the best intelli~
gen¢e service that our natlonal genius and our great resources

can provide.
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CEARIER XTI
CONCLUSION

At the outset of this report we gave a brief summary
and ‘at the various chapter endings we have added the precise
conclusions which were applicable tc the subjlect matter of the

chapter. It seems unnecesgsary to repeat our concluslons here.

We have been critical of the directlon and adminis-
tration of CIA where we felt that there had been fallures to
carry ocut 1lts hasic charter. At no time, however, have we
overlooked the great difficulties facing a relatively new
and;untried organization which was viewed wlth some suspicion
end distrust even by those whom it should serve. We believe |
thaﬁ some measure of this suspicion and distrust is being
dissipated and that what is needed today is for CIA to prove

that it can znd will carry out 1lts assigned duties.

CIA's progress in doing this should be continuously
tested by the NBC agalnst the standards set 1n the legislation
which constituted it, that 1s to say, CIA should be prepared

to show what is belng accomplished:

(1) To coordinate the intelligence activities of

the Government;

(2) To provide, in close collaboration with other
governmental intelligence agencies, natlonal estimates for the

guldance of poliey; and
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(8) To carry forward the intelligence and related

service of common concern assigned to it by the NSC.

In these flelds the CIA has the duty to act. It has
been given, both by law and by NSC directive, wide authority
and it has the open invitation to seek from the NSC any addi-
tlonal authority which may be essentiazl. It must not walt to
have authority thrust upon 1t._ Its basic mandate is clear.

We recognize that i1t will require initiative and vision to
carry it out, If this is done, we will have made & satisfac-
tory start toward achieving one of our most essentisal defense

requirements, an adequate intelligence service.
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The Btate Department is assigned domlnant intersst
in the collection and production of politieal,; cultural, snd
soclological intellizence by the National SBecurity Couneil., It
necessarily fellows from this allocation that the State Departe
ment 18 the agency to which CIA, end the Armed Service Depart-
ments should turn te secure the reports and estimates in these

fields of intelligence which they may regquire.

Possibly we can best explain our ideas of the State
ﬁepa&tmeut's role by & concrete but hypotheticel illustration.
We shall assume for example thet the Secretary of the Navy, to
prepare himself to meet his respensibilities in comnection with
& visit of naval units in the western dediterranesn, desires a
report on politicsl conditions in Spain. To secure 1t, the
Seaeretary of the Navy would turn to his Chief of Bavsl Intelll-
gencé. The latter in turn ghoyld seek the desired information
from the State Department, either direétly or through CIliA. He
sbouid not try to get it from his own intelligence anzlysts, any
more than he would expect the State Department to furnish fronm
Its own resources s report on the Spanish Navy. The reason is
abviqua. The State Department is the main repository of political
Information about Spain, 1t is also the final arbiter of our

attitude with respect to Spaln and for the Navy, our policy in
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this situstion is a fact, and a vitel fact, to be taken into

gceount.

If, to take another hypothetical case, the National
Security Council felt the need for an overail estimate of the
Spanish situation, —- an estimate that would include not only
p@litical intormation from the Stzte Department but military
and stratﬂgic elements 28 well, -~ then, &3 indicated more
fully in Chepter ___, & national estimmte should be prepared in
CIA for review and approvsl by the IACQ Heée would be brought
together the intelligence resources of State, of the military
servibe, of CIA, and of any other agency peculiarly egqulpped to
make B real contribution on the subject, The State Depsrtment
representatives on IAC would, of course, share in the responsi-

bility for the finai astimate.

. Because of the 1n£elligance contribution which the
'-3£éte Department should be prepared to make to the N3C and to
other government agencies, including CIA, the Department is called
upoen ta assume an important role in the field of intelligence,
even ﬁpart from its task of supplying the informetion required by
its own policy officers, We have examined the intelligence func- |
tiana:af the State Department, and particulsarly the speclalized
intelligence organization of the Department, known as the Resgearch
and Intelligence staff, solely to determine how effectively the

State Department is orgsnized to meet these outside intelligence
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reguirements, particularly those of CIA.

and 1 e Stafll

| The Research and Intelligence Staff, as the Biate

Deparém@nﬁ's specialized intelligence unit is cslled, is unique
ameng the departmental intelligence agenciles for at least two
ressons, In the first place, it is &n intelligence agency within
an intelligence agency, since the collecticn and interpretation
of all information bearing on our foreign relations is a primsry
objective of the De@artment &5 8 whole and of its officers in the
field., In the second place, the Resesarch and Intelligence staff
was nét established by the Department in response to keenly felt
internsl needs. It was the result of the transfer tc the Depart-
ment 1in 1945, of the Research and Analysis and the Presentations

Brernches of (S8,

At the head of the Research and Intelligence staff is
a Bpecial Assistant to the Secretary. The ataff is divided into
three unitss the Office of the 8peclal Assistant, comprising
seversl versonal asslstants eand & rather substentlial unlt conduct-
ing researah in special source material; an Qf{iice of Libraries
and Intelligence-Acquisition (OLI), and an Office of Intelligence
Research {QIR).

The research snaslysts are for the most part persons of
academic background, and many of them are of high quality. In

genersl, however, the callbre of personnel has declined since
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1946, and recrultment of first-rate intelligence analysts and
other specialists has become increasingly difficult as the future
of the Research snd Intelligence staff became more &nd more un-

gertain in recent months.

The fupctions of the Research and Intelligence staff,
as officially defined, are to develop and implement a Pcomprehensive
&nd coordinzted intelligence progrem for the Unlted Statesi" and to
develdp and implement & similsar coordinated program for %positive
foreign intelligencem™ for the Department, including procurewent
of information and the production of intelligence étudiea and spot
intelligence. In addition, Research and Intelligencs 1is authorized
te initlate field instructions, and to deternine which Informstion
flawiﬁg into the Department is required for the producticon of

"timely intelligence®.

This definition of functicns and responsibllities does
not iﬁdicate the particular kind of "program for positive foreign
intaﬂigence" which Research end Intelligence will perform. In
particular, it does not clearly distingulsh between factual studies
‘and intelligence estimates, and it does nct give the staff any
unigue authority oﬁ?respensibility in collecting and reporting
intelligence, such ss the intelligence agencies of thé armed
service occupy in their respective departments., The cherter is

both broad and vague, &nd invites a variety of interpretations.
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The intelligence reports which Resesrch and Intelligence

prepﬁres and ¢irculstes within the Department are of several
différant kinds., They include intelligence memoranda, which
comprise & brief anmlysis of informstion on current sublects;
information notes, which are factusl reports involving 1ittle
interpretation or estimeting; OIR studies, which are exhaustive
summaries of avallable information on subjects of considersble
significence; periodical reports, which are confined te factual
iegcrting on subjects of CQniinuing interest; &and situstion
reports, which comprise reviews of the political, economic and

goclial situationes on foreign countries or areas,

Wilth the exception of situation and periedical reports,
the OIR studies are prepered, &t least in theory, &t the reguest
of policy or other officers of the department. Actuslly, meny of
them_are'written on OIR's own initiative. A mejority are tech-
ninaily requested by other offices in the Department, but generally
result from proposals which OIR has made and which have elicited
an indlcetlion of interest which can serve zs & "request®™, The
several perlodicsl reports of OIR were reviewed within the Depart~
ment earlier this year, and reduced in number. The situation
reports have ordinarily not been prepared in response to requests,
but are now integrated with the NIS program in which Researech and

Intelligence is extensively participsting.

The quality of the OIHR reports varies greatly. The
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main criticismg against them are that they tend to be academic,
are uhralated to immediate policy problems, snd are often too
lengthy and detailed to influence busy pelicy officers. Ithas
been obeerved that OIR often produces ®Ph.D. Intelligence,®
achnl&stic&lly adnirable, but of somewhat limited use in the

day~-to-day formulation of policy.

The Policy Planning Staff snd the political (geographical
desks) and economlc affairs offices of the Department are the
principax recipients and users of such reporta; As indicated
aarliér, these cffices reguest & relstively limited nunber of
reports on thelr own inltiative, and'fsr the most part do not

coensider them essential to their work.

he S'*

Fynctions of
epa t
It is open to guestion whether Research and Intelligence
accupias a position in the Btate Lepartment which permits it to
play gn effective snd necessary role in the overall intelligence
pietufe of the government. As we have stated, Hesearch and
Intelligence wae, in effect, superlimposed upon the existing corgan-~
izatlon of the department, There was no large body of copinion
withih the department or the foreign service which keenly supported
the contributions which an intelligence staff could make to
polic$ decisions. In faet there was substantial feeling that the
functians importantly called "intelligence" were at least parallel ‘

10, ii not inclusive of, many of those already performed by the
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policy offices. For these ressons meny members of the depertment
were originally reluctent to make use of the physicsally separate

1ntelligence staff,

This aloofness was confirmed by the failure to bring
the intelligance organization into important policy councils,
In view of the special nature of the Department's work where,
throughaut, inteliigeﬁca and policy are closely Jjointed this is
understandeble. In any event, the effect was to establish the
intelligence staff not as the sole source of intelllgence ansalysis,
but merely as one possible source which could be smployed if the
pelicy authorities so desired. The intelligence ataff, in the |
opinion of many poliecy officers, d4ii not seem to offer the Depart-
ment any uniquely significant contributions which would Justify

its regular and intensive employment,

The precise function of Research sand Intelligence in
producing intelligence reports has never been adeguately defined.
It haa not been made c¢clear whether Research and Intelligence
should limit its activitles to preparing exclusively factual
stuﬂiﬁa at the request of policy officers, or should produce
1ntelligence‘estimatas.

: Whatever the theory of 1ts functions, Research and
- Intelligence has moved increasingly during the past year in the
direction of intelligence estimating. In this éespeat it has
sought to assume & responsibility long aceepted by the other
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'dep&:tmental intelligence agencles, But its very movement in
this direction hss brought it into conflict with the policy
affiées of its own Department who consider it their functlon to
be the snalysts of current problems as well as the formuletors

- of palicy.

. Accordingly, Research and Intelligence enters the field
of th& palicy offices when it presents astimatés ef'its own,
which appeur to analyge the policy implicetions of a given prob-
lem.f The cbnflict over this aspect of the Research and Intelli-
gencegrnle is most evident in regerd to Intelligence ¥emorasnda
prep&fed by the organizstion on more or less current &evelogmenta;
Although such reports may represent & high degree of analytic
3&&11; they are likely to be regerded by the policy officer as a
useless repitition of informstion with which he is already familiar,
or an unwarranted attempt to tell him what he should think about
B pr&blem under his considersation,

Perhaps the most telling evidence of the department's
view toward the Resesrch and Intelligence reports is the line
which;appe&rs in the printed heading of each: ®The conclusions
&xpre%sed herein are based upon ressearch and analysis by the
Intelligence OUrganizetion, and do not necessarily represent the

views of other offices of the Department of State.®

If, in fact, Research and Intelligence does prepare
estimates, there 1s the possibility that on certein matters two

or m&fa separate studies or estimates covering the same subject
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may exist simultaneously in the Department. Lhe Peolicy Planning
Btafi or the geographical desks, for example, are acﬂustcmed to
draft their own estimates quite independently of Research and
Inteliigancﬁ. Yet Research and Intelligence, knowing that &
particular matter is one of general concern to paliéy afficials,
may prepere an eéstimete of 1ts own, ©Oo long as these remsin in
the State Department, no direct harm may result,‘&lthough the
duplication of effort and the existence of unreconciled points of
view on the same subject may be undesirsble., If, however, as may
well occur, the aepar&té éstimates sre used outside the Department
in satlistylng the needs of the NSC, the CIA, or the Services, the
possibility of confusion is obvious.

Ibe Contribution of the State Deoartment to Intellisence Regulred
by Qutside Agencles

In the future, ~- particularly if sction 1s taken on our
recommendations fer the eliminstion of much of the miscellaneous
political intelligence work now done ocutside of the Stute Depart-
ment, -~ the latter will be cslled upon more &nd mere to make
intelligence contributions to the Services and to CIA and to
Rational Intelligence estimatea. Then it ®%ill be doubly important
that the responsibility fof the State Department's contribution

be more clearly fixed within the Department,

One possible solution might be to limit the Resesrch
and Intelligence staff to factual reporting and to place on the

policy officers of the Depsrtment the responsibility for passing
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upon any political intelligence estimates used outside of the
Deﬁaftm&nt. Alternatively these estimates might be prepared by
Research and Intelligence and then passed upon by the appropriate
policy officers of the Department before they go to CIA or to the
other Government Depertments. A third solution might be to sllg-
catafthﬁ personnel of Redearch and Intelligence smong the policy
offices (geograpnical desks) of the Department or attach them to
the Pollcy Planning 8taffl and then place on the policy officers
or Planning Staff the respousibility for State Department estl-

mates for CIA or for other ocutside Government agencles.

The State Depertment should, of course, be protected
from burdensome and unreasonable demands for political estimates
from;ather agencles, If such cell should create & problem, the
IaC, on which the Department will be represented, should exercise
its goordinsting functiaﬁ to reduce the demands to menageable

proportions.

Furthermore, the Department has a primery responsibility
to‘exarcise its.intelligence functions for the purpose of formu-
lating its own policies. It must adopt the meﬁnuds and techniques
whic& will best mest this primary respénsibility, and how this is
done 1s not within our competence, However, in working out its
own internsl preocedure, it is important to the overull intelligence
set-up and particularly to the proper functianiﬁg of CIA, with
whicﬁ pur Report is immedistely concerned, thet the State Depart-
mentgahould equip 1ltseli to meet the legitimste request for
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political intelligence submitted dby CIA or other fovernment
1nteiligence agencles and to effect the closer lieison with CIi

which we have recommended in our Report.

To meet these requirements we recommend thaﬁ the Btate
Department give consideration to assigning to scme senior offi-
cer ¢f the Department the functions of Intelligence Officer.
Such officer should have the prestige, the autherity, and the
access to operational and policy matters which would equip him
te guide the production and control the dissemination of State
Department intelligence estimates. The Specisl Assistant for
Research and Intelligence and this Staff do not today have such
powers. Whether, in a given case, the intelligence estimates
would emanate from the Policy Planning Staff, the political
effiges {geographical desks), or from & combination of the two,
plus the R&I Btaif, is & matter for internal State Department

determinztion.

The appointment of an Intelligence Officer, with the
powers and functions we have indicated, and with a small but
highly trained staff, in our opinion, would result in & more
effiéiant system whereby the Department could meet any legitimate
needé of CIA and of other Government ageneiss for political
intelligence. In this way the Department could alse effect closer
liaison with the CIA& and the Service agencies. This Intelligence

officer would presumably serve &s the Department!s representstive
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on thé reconstituted Intelligence Advisory Committee, described
in Chéptar ___+ He eould also act as the Department's principel
lisison officer for other matters concerning CIA, including
1iaison with OPC as provided by the NBC &nd with other covert
activities of CIA ag suggested in this Report.

%e recognize that in recommending that the pollitical
inteliigence reports and estimstes be passed upon hy the policy
officers of the Department, there is the risk, which we discussed
'ahave'in the chapter on national estimates, thut these reports
will be colored, possibly even distorted, by the policy prejudices
of those who prepare them., As between thls dangax and that of
having the reports prepared b& a8 group WhiCh‘iS net thoroughly
scqguainted with the operational and policy decisiané of the
Department, we choose the former. We do so in thé hope thét ir
the IAC functions as we belleve it should, an opportunity will
_be affurded to challenge departmentsl estimates and reports and
to compare them with'reports evailable to IAC from other sources.
ﬁence:thére may be the change of corréeting estimates of any
single department which have gone "overboard® for s g&rtiﬁular
policy line which from & broader view of avsllable facts may be

ghown as unsound,

| (1) The State Department, to which the NSC has assigned
dominsnt interest in the collection and production of poelitical,

cultural and sociological intelligence, should equip itself to
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meet the legitimate requirements of CIA and of other (Government

intelligence agencles for such intelligence.

(8) The specialized intelligence staff in the State
Department, the Research end Intelligence Staff, does nol now
have sufficient current knowledge of departmental operations and
policies to furnish, on behalf of the Department, the basic esti-
mates which may be required by CIA and by the Service intelligence

agencles,

(38) The liaison between the State Department and CIA

should be closer and put on & continulng, effective basls.

(4) To meet the foregoing requirements, consideration
ghould be given by the Department to designating a high officer
of the Department, whe has full access to operational &nd policy
matters, to act as intelligence officer, This officer, with &
sm&il staff, should process requests for departmental intelligence
received from CIA end other agenclies and see that legitinste
requests are met through the preparation of the requisite intel-~
ligence reports or estimates by the appropriate departmental
officers, He should also sct as continuing Intelligence liaison

officar with CIA and the Service intelligence agencles.
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